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STAT
il January 1963
MEMURANDUN FOH3  Fxesutive uvlrector
GBS LCT :  sugnoegted Leszons {rom the Cuban Crisis
AFE. CECE : Your memovendun dated 5 November 1962, subject:
Ppat ortem on Leasons lLogrned STAT
i. 8 have reviswed cwr exparience during the bulldeup of Soviet
rilitary equipment in Cuba sod the subscguent Cuban orisis. The perfore
nance of course reveals areas of acbivity in whieh «- at least with the

benefit of hindsgight - we sight have doas bettay. ‘o certzinly are
studying ways to iasprove our performance in the {future.

2. Before discussing these, however, 1 want to exphosize ny
balief that the Csntral Intalligonce Agency is most fortunate in hawing
had ths= aigh quality of personnel and broad level of cxperience demon~
mrated by the Apengy throughout this period. It is alse obvio.s that
CIA snd the intelligence comaunity had devsloped orgaulszstions and pro~
codires designed to mindmize the possibilities of awther “earl Harbor.
in eifect, we hav: Jdeveloped gystezs for ihe collestlion of inforuatiion,
tne reperbiog of indicators, the saalysls of current trends, the analysis
of long-torm trends, and the conduct of basic ressarch which operate
indecendently of one ancthar, supporting cach othex, o tual evan if one

systen night fail, the others will be operating properly te prevent
Wl

3. e have ldentified a nunber of pointe taet need furtber study
and action to improve the performance of the intelliycnce comsmnity in
futurse crigis situstions, and a briaf dosovipticn of thes folliows.

Le A large number of kay poople throughout ie intelligsncs
canmnity, aad in Cla specillcally, wers fully concdited duping the Cuben
robler.  They worked Long howrs seven daye a week and had no tise to

devote o othur nrobluma. IV would De alghly desirable for the .geacy
%o develop what swounis o a strategle roserve for use in times of *
cricsis. ror exunsle, iv sight 9o posaible to use JUl's o considerible
sdvaitage in such g slwation. In sy ¢ase each coumponent shonid identily
aeonle of proven abl ity amd experience who could be pulled off their
nor-al work (ur tho dwration of major crises.

|
S 3 ‘

Approved For Release 2006/12/05 : CIA-RDPS0OB0O1083A000100150034-2



Approved For Release 2006/12/05 : CIA-RDP80B01083A000100150034-2

5. In s fast moving crisie situztian, rapdd distribution of highly
sensitive infomation bocemses Serribly ispartant and normal procedures
to obiain the reluvass of ihis informgtion for dlssssination or apecial
attaspts to restriot alroulation of sensitive information cause dispro~
portionate difficulties in the production of current intelligence. It
poobably would be advisable for us to develep pre~arranged procedures lor
crigis situations which could be pb inte elfegt by the Director on the
adviee of hia principal deputies which would nmake pessible a stresalining
of our reporting snd snslytical activitios. Such pro-arranged procedures
=ight alsc teke into sccount the need to shift personnel described in the
precading parsgrach. wihin the o0/I we will study this metier. The
Deputy Ddrector and Zxeocutd e Mreeotor should do so in a brosder context.

6. In sddition to the nged for streamliced progedures pointed out
above, in a fast moving «risis giluation tuere is & helghtened need for
sanior officlzls Lo push information down ihrough the crgapisstion. In
other werds, guldance has io move fasier and more couprebensively ihrough
ail levela of the crganigaticn in a crisis situation if intelligence pro-
duetion 18 to be fasier and more comprehensive. A specifie staff officer
assignment should be aade at easch cosuand levol to insuve sppropriate
debrisfing and disgeninatisn of information fres iay officers lovolved in
the crisis.

7= In sase cases during a orismis it would be helpful 10 get periedis
negaiive reports {rom the field. During the recent crisis, for exmnpls,
iy would have besn helpful o gel such perlodic negative reports from U5
Embasgy, ‘oscow. ihe lack of signiiicant new developments there would
nave pean ol conglderahls intorest. The Office of Current Intelligence
should speeifically requast D0/7 and perheps State and vefense to lay
tnls progedure on when it would bs helpful.

6. uring tises of crisis a large voluss of extrensly imporiant
intelligence noves Wirough the comand cheannels of U5 military orgenisse
tions. Thare is no aimple oatablished way by which szuch valusble informa-
tian gots fed into the intslligence machinery. e managed to overoome
this problem in large part by ad hog weasures during the Cuban crisis
but belleve that systesalic seasures shwuld be developsd to insure the
availabliity o such information in s futwre arisis. e are working on
this problem.

9. dany of the psople inveived in studying the probleas of the
{xban orisis have been concerned with the problems that appesr to be
inherent in cur existing aystea for ihe reporting and sasalysis of informa-
ticn Proc hunan sources. Hitasssos ace an extrasuely luportant source of
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evidsnce in our work. Bul Just as the testinmeny of witnesses in a trial
often conilicts, we find that the intelligence information oblained {rom
human gsources is alse conflicting. In thinking about this probles, we
bolieve that cur exiating aystem for reporting and analyzing inlormation
froc husan sources has changed relatively little from the early days of
“owrld sar 1. In the msantize, tiw intelligegce conmmity haz acquired
groat sophistication in the collection and analyels of information from
non~human sources. W8 believe that it aight be advisshie to take a now
lock at the basic milosoply and imelessenting procedures invelved in the
colleeting and uge of tals hvman scurce aaterial. Perhaps nmore gystesatic
.valuation of raw intsllicence from all sources by DU/I analysts would be
hajoful.

10.  #ith respect to the estizstes busineas, one of the main comcerns
in uy mind post~Cuba, I should like to suggest the following steps which
I belleve would be conatrugtdive:

a (0 amajor strategio sroblems invelving crisis situstdons,
agtinative writdng sbhould, to & sxtent greater then co.only now
true, be made to be:

(1) data-oriented asnd evidsnoe-oriented rather than
abatract and speculative (what the DCI calls "philosophical);

(2) foocusmed on dascribing situations and identifying
kay faotors infiuvencing dewalopnents rather than purely
prodictive;

(3) attentive tc the nature and consequences of various
altarnative lines of future develepments, ingluding *worst
Gcases,” rather than seemingly {im in identifying "most probable”
developments wnan these are by thedr nature ispossibie to predict
aith =uch certainty.

. o insure that the ICI is being supplied in tinely fashion
this xind of ostimative writing, as wull as current and basic ressarch
date he needs, the /I should produce balansed, broad-dased CIA
reports; the Office of Natiomsl Zstinates steff should comtribute to
this procens, MM&MM&WMW&M&&W&&’M
inter-agensy reports for consideration of the Soard of Hational
Tobimates and the ULids

e« It sbould be the responsibility of the D/I within the
Agengy to ests:lish the Gl substantive position on strategic intelii-
gange matters of primary lapertaice au. the Hational Seurity Council
lewel drawing on expert opdnion in all of the 09/I aifices, and
scordinating with D./F end DD/R as appropriate when CIA substantive
assommnents are required.
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de To insure closs lulellectusl harsory betwsen the
ressarchers, evaluatars and estirzates officers, the D5/Y should
insist on close scordimation among all DI/I office steffs, inoluding
iy and with D0/P and Do/He

¢. The deard of Hational istimates uight voluntarily or upon
invitation contribute to or coament on CiA azsesswents, but their
maln task would be ths roview and asproval of USIE papers based on
CIA papera and other USIS agengy contributiocns. 7The Beerd of
Saticnal .stisates siould 28 now ropert direetly to the DCI on USIS
papers, bul the Li)/I should advise the sosrd (and $he DUCL or OCI
when they oonaslder these papers) of the relstionship of USIS texts
uwnder eonsldersiion to ralated CiA assessuents based on the work of
all the offices of the 1./l complex, plus infermetion available frem
W2, Dff and polisy levels of the Covermment.

f.  Appeintuents to the Huard of Hati-nal watisstes ghndd be
on the basls of a two-year temm, renewsble upon determination of the
BC1, gd not permanent assignmente; ihe Soasd of Nati'nal Estimates
should be reduced in size to nins, soc that it can acre comzonly work
Wmlymammmmruimmmmmw&mmﬁm

panals; and the group should not necessarily always include Lhree
retired nilitary officers. i ude

1l. ‘duch of shat I sugeost herein is already stendmrd procedure and
in fact is what igency degulations eall for. An improvement in what I

bave called the *data-oriented and evidence-orisated” Quality of eetimates
and CTA sssesaszents will be sought by administr-stive and icnal efforis

by the Du/l.

T Gs CLIAE
veputy Uirector (Intalligence)

0/DD/1
WAT4dwell /RSClinespeb
Astributions
DCI - 1
DDCI - 1
o/DDf1I - 2
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